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the sscond year of operations of the NIS
"MAIN REPORTY, covering the signiffecant

Armexees 9L ~ PRODUCTION

PUBLICATION REPORT®,

1, This report covers
Progrem. It consists of the
developments during the year, and thrse
REPORT®, *®IT .. EDITORIAL REPORT®, and "IIT -
Reference should be made to the "Annusl Report for Fiscal Year 19497
for the background and signifieent aspects of the NIS Progran which.
vill not be dealt with so extensively in the present report.

2, Considerably more progress was attained in the production
of NIS quring FY 1950 than that realized during FY 1949. There were
398 RIS sections sent to CIA by contributors during this fiseal yoar
which represent the equivalent of 6 NIS. Thess sections wero on ;0
individual NIS Areas, with the largest block, 34 sections, relating
to the USSR. During this fisesl year thers were 287 ssctions reviewsd
and eleared for publieation by CIA, and 216 assctions printed and
disseminated., In addition to the eontributions "
the Intelligence Agencies now hawe 445 NIS seotions in various stages
of preparation which represent the equivalent of about 8 KIS, The
percentage of NIS contributions, by agencies, received by CIA during
the year, wes as follows: State 27%, Arvy 43%, Navy 10%, Air Foree
9%, CIA 11%. While this yocar's produstion sPfort is commendabls, and
roughly doubled that attained last year, it still falls short of
current produetion requirements by epproximately the equivalent of
1} complete NIS.

The main defest in NIS contributions raceived during this
ysar was not & quantitative deficiency, bowever, but a quelitative
deficiency. This resulted in much wasted effort on the part of all
"Pprocessing and reviewing components and continues to be the largest
singls fastor in holding baeck produstion., Iess than 35% of all
eontributions reviewed by the NIS Divieion (CIA) during ¥Y 1950 werw

sw(
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adaquate, with rsasonable »diting, %o mect ths present minimmm NIS
requiremants, More than 4O% off all contributions recuired extenaiwn
reviev and coordination with contributors, The remsinder, about 25¢
of all contributions, requirsd major re-working by the contrimtors
before they could meet minimm requiremsnts. This disixibution
pattern 1s generally applicaeble o eontributions from eash of the
four Intelligence Agencies = Stote, Army, Navy, snd Adr Fores, The
nature of the defects, however, varied somevhat with the subjeat
mattor and with the individusl agencies,

4o The prineipsl reasone for the qualitative deficiencies in
the NIS contributions are attributable te the following: a) unrealistic
production schedules which over-extendad agency cepabilities to the
point vhere quality was sacrificed to quantity; b) inadsquate review
and coordination at the working and control levels in the Intelligence
Agencies; ¢) inexperienes and incompetence of many working level
analyste. The first of these factors, a) above, has been dealt with
by reducing the production effort from the equivalent of 15 complete
WIS per year to the approximate equivalent of 8 KIS per year. In
respeet to the second factor, b} above, the NIS Coordimator has
emphasized throughout the past year the need for more adequate review
und coordination of NIS eontributions by the Intellipenece Agencies,
and steps have already been taken by each agency to improve the
situation. It is still too early to determine the adequacy of this
corrective action. The third factor, c) above, is not amenable te
immediate improvement. In some cases contributors arc saddled with
personnel vho are not competent analysts, but the inertia of civil
service proecadure makes it difficult to transfer or discharge such
individuals. The Intelligence Agencies are fully aware of this mattor
and no doubt will find ways and means to improve personnel qualifice--
tions gradually over the years. The quality of NIS contributions,
howsver, will suffer so long as there are incompetent analyste
producing them. : .

5. The over-zll delays betwsen completion of first drafts of
FIS contributions end their final publieation are still excessive.
In addition %o the aforementioned deficiencises in quality of contri-
butions, which require a disproportionate amount of time in review,
coordination, and re-working, the prineipal faetors contributing to
delays in NIS production are: a) delays in coordination and review
of subcontributions by the section and chapter coordinators within
the Intelligence Agencles; b) submission to CIA of incomplete
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contributions {i.e., text without accompanying maps and graphics) by
the Intelligence Agencies; e) bottlenecks in the printing process
within the GPO special unit, particularly with regard to cocllation

and binding; and d) small but cumilative delays within the NIS Division
1tself, which are gradually being reduced as the T/0 is brought up

to strength and a more balanced production flow is attained, In
respsct to a) alove, the problem is mainly one of balaneing production
by the verious subcontributors to ensure a reasonable fulfillment of
working level schedules, and the assigning of sdequate full time
personnel to the reviewing and coordinating funetions within each
Intelligence Agency. The situation respecting b) above, is gradually
improving and should not be too serious in the future, The botilenecks
in the GPO special unit, ¢) sbove, are due mainly to lack of space

for efficlent production layout and probably cannot be corrected until
more space can be made avallable, The delays in printing, however,

are serious and require corrective action before the overe-all period
between the preparation of contributions and their finasl printing can
be acceptably shortened.

. 6. The production schedule for Preliminary NIS Gezetteers was
fully met for FY 1950, The U.S, Board on Geographic Names (BGN)
processed 150,950 geographic names, which comprised 22 Preliminary
Gazetteers. In addition, BGN edited the geographic names on 20 KIS
base maps and 358 NIS sections. The standardization of geographic
names has been of inestimable value to the Intellirence Agencies in
the produetion of NIS. The Preliminary Gazetteers have been used
solely by the producers of ths NIS up to the present; but it is
intended to extend their use, as securlty permits, to other departments
of the government, using reserve stock for this purpose, Eventuslly,
it is intended to release all geographic nemes produced under the NIS
Program so that the BGN may make them available to the public under
direct appropriations from the Congress for that purpose. For security
reasons this release must wait until such a sufficient time interval
has elapsed that these geographic names will no longer be associated
with the NIS production schadule,

7. The NIS base map schedule has generally been met for this
year. The Map Division (CIA) has produced 28 NIS base maps, 22 NIS
page=-size maps, and 40 NIS section cover meps. In addition, the Map
Division completed 112 final NIS base maps and 240 color proofs of
NIS meps. Moreover, the Map Division contributed to and served as
chapter coordinator of NIS Chapter IX; ™ap and Chart Appraisal®,

E
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Eight Chapters IX (45 ssctions) were completed during the year.

While this represents only 70% of the production requirements
originally set for FY 1950, it fully meets ths revised production
requirements. It is noteworthy that none of the Chapter IX contri-
butions of the Map Division required major re-working or revision,

Like the Preliminary NIS Gazetteers, the NIS base maps have ssrved
their purpose admirably, not only in.terms of efficient centralization
of mapping services uhereby all NIS contributors are supplied with
necessary base maps, but also in the general cartographic excellencs
of the finished maps which are produced by Map Division,

8, The NIS Cormmittee held 40 meetings during FY 1950. The
efficacy and fundemental soundness of the NIS Commlttee type of
organization for directing the NIS Progrem was well proved during
the past year®s operations, The "two=hat® systom usad in the NIS
Committee, whereby ths representatives of the Intelligence Agencies
also directed the implementation of the NIS Program within their
respective agencies, is growing increasingly effective in strengthening
the control and coordination of the program, There was continued in
committee actions the principle of unanimity, which has characterized
its proceedings from the inceptinn of the NIS Program, and which has
dons much to cement inter-agency relations and to make the NIS Program
a Joint effort in fact, The excellence of representation from the
Intelligence Agencies, and the gratifying spirit of understanding
and cooperation which prevailed within the Conmmittee, greatly assisted
the Chairman in the carrying out of his responsibilities, There are
also inecreasing indications that the members of the NIS Committee are
being sccorded more support by their agencies in implementing the RIS
Program within their agencies. This does not necessarily mean that
such support is sufficient, The greatest wealmess still lies in the
coordinating and reviewing functions of chapter and section coordinators
within the Agencies, As mentionsd elsewhere in this report, the
fallure of these levels results in material being received in CIA
which never should have been cleared by the agencies responsible for
its initlel review and coordinstion,

9. During the year, the NIS Committee took & mmber of steps
leading to over-all improvement in policies » requirements, and procedures
relating to the NIS Program: ' ‘

a, Revision of "Standard Instructions" - During the fall
of 194S the NIS Committee apnointed inter-agency subcommittees

N
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to review and revise all NIS chapter and supplerment
outline guides based on the experlence gained since

the original ones were formulated. All outlins guides
have been 8o revised, with the exception of that for
Chapter VII (Scientifie). The latter has been delayed
because of the organization of a Selentific Intelligence
Committee of uhich the Assistant Director, Office of
Seientific Intelligence (CIA), is chairman, and the
concomitant requirement that he serve as the chalrnan
of NIS Chapter VII Cormittee.

b, Chapter VII Production -~ Rather than produeing
"geross the board" Surveys on Chapter VII (Seientifie),
the I'IS Committee declded to restriet production to
those countries which have actual and signifieant
scientific potential. Moreover, the Committee took the
view that the production of Chapters VII should not be
geared to the same rate as other NIS chapters, but
should refleect the peeuliar difficultiss of this field
of intelligones and the limited capabllities of the
contributors. With the sctive participation of 0SI/CIA
in the coordinating and eontributiyy aspects of Chapter
VII produstion beginning with FY 1951, it is felt that
the contributions to Chapter VII will be strengthened
and improved,

¢. Revieion of NIS Priorities and Production ~ When
it became apparent that the NIS production requirements
of 15 NIS psr year were beyond the eapabilities of the
Intelligence Agencies, the Joint Chiefs of Staff were
requested to reviev their requirements and priorities.
The reply from the JCS, dated 20 Mareh 1950, advised the
Director of Central Intelligence that tha JCS eoncurred in
reduced production from the equivalent of 15 NIS to the
squivalent of 8 NIS a year. Scbmitted with the JCS reply
vas 2 revised list of priorities to guids NIS produection,
In consequence, the NIS Production Schedule for the last

quarter of FY 1950 was revissd to meet these new requirements,

SELRET
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d, Petrcleum Intelligense ~ At the beginning of
FY 1950 the NIS Committes recommended to ths Direetor
of Central Intelligenee that the sllocation of producticn
responsibility for petroleum intelligents (3Section 620)
be changed from the Bureau of Minss, Dopartmens of the
Interior, to the Munitions Board Petzoleun Comittee,
which had recently been constituted by the Secretary of
Defense to provide petrolsum intelligencs for the Joint
Chiefs of Staff and other Armed Yorces dgencins, The NIS
Commititee also recommendsd the sdditfom of NIS Suppless
ment V (Petroleum) to fulfill additional requirements of
the Government for petroleum intelligencs. Thoss
recommendations were approved by the IAC anc the production
responsibility was accepted by the Executive Seeretary,
Manltiohs Board Petroleunm Committea, to take effect
bsginning with FY 1951,

@. OSpecial WIS « Problems arising out of new require-
ments by Navy respecting intelligenes on Marine Climats
and Oceanography led to a deeision by the NIS Committee
to produce this intelligence in five spscial NIS covering
the-ocean areas of the world, The allocation of produstion
responsibility was assigned to Navy with assistoncs by the
Air Force on marine climate sections,

10, The NIS Coordinator has been greatly eidead in keeping his
“finger on the pulss® of the complex production situation irherent
in the NIS Progrem through a system of production reporting vhich
has been developed during the year. It extends from the initial
phases of econtributions a1l the vay through the processing, review
end publication phases. Departing from the provious methods of sgeney
reporting by percentages of completion, which relied upon personsal
estimates and other variables, there was devlisged a system of fiphene
rerorting” by egeneles. There are five production phases involved,
the first three of which indicate 1/3, 2/3, and completion of first
draf'ts of contributions at the working lewsl. The 4th end 5th phases
indicate completion of review and coordinstion steps in the parent
ageney, After contributions are receiwed in CI4, there is a sacond
set of phass reports to indlcate the progress through final printing.
In addition, contributions are assigned categories according to their
qualitative adequacy as determined by the editorial review within Cia,
From these reports the NIS Coordinster as well as the agency
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representatives can determine the NIS production situation for each
apency as well as for the over-all situatiecn,

11. The maintenance aspects of the NIS Program will become of
increasing concern as the publication of initial Surveys attains
significant proportions. Directly related to the maintenance program
is the collection effort needed to £1ll the gaps end to refine the
basic intelligence contained in the originsl Surveys. These lattex
provide a precise guide to field collection by irdicating in the
Subsections, "Comments on Principal Sourees”, the extent and nature
of the source material and of the categories of intelligsenoe nseding
collection effort, Each Intelligance Agency is responsible for
initiating collection of basic intelligence in those categories for
which it has prinary production allocation under the NIS Program,
The contributing sgencles have taken steps to implement this
responsibility. As this nevw information flows in from the field,
the Intelligence Agencles will have to assign a commensurate amount
of their capabilities to maintaining it in their {iles and, vhen
varranted, in revising sactions of the NIS already published. The
FIS Coordinator attaches primary importance to the collectlon and
maintenance programs in view of the many gaps in basic intelligence
which have been revealed in NIS contributions reviewed to date, It
is this phase of the NIS Program, only now emerging, which ean
produes basic intelligence necessary to fulfill national security
requirements,

12, In a brosd view of this year?s efforts, definite progress
in the NIS Program is apparent. Also apparent are major deficlencies
which by now should have been overcome. MNoreover, these deficiencles
ere of a fundamental nature, extending as they do down to the
intelligence analysts vho prepare the NIS contributions, Finally, it
does not appear that the Armed Forces Intelligence Agencies are
adequately supporting the NIS Program even at the present reduced
level of production. All too frecuently departmental and other
requirerents take precedence over NIS work with the result thet
production schedules are unbalenced and a disproportionate amount of
time and effort is required before the situation can be rectifled.
This difficulty exists because the same personnel used for NIS work
are also used for departmental activitles., While it is realized that
economy measures and long-established practices have necessitated
this arrangement, the fact remains that the NIS Program must proceed
in an orderly and continucus manrer 1f the vital basie intelligencs

- 7
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requiremsnts of this Government are to be met in & reasonable time,

The assignment of a full time staff in OIR/State solely to NIS work

is an effective sclution to this problem, and has been made possible
through finaneial support by CIA.

13, The following observations are based on the progress of ths
IS Program attained at the end of FY 1950, They are intended to be
reasonable and to indicate fe:sible objectives based on justifiable -
support of the Intelligence Agencies and of the CIA., It is the
opinion of the NIS Coordinator: that insuffiecient support is being
accorded to baslc intelligence collection, maintensnecs, and productions
that the Intelligence Agencies are still devoting too much time anmd
effort to other intelligence activities considering the serious gaps
and inadequacies existing in basic intelligence; and that the present
rate of production of NIS is ge:red too low to satisfy national
security requirements. So for the equivalent of some 10 NIS have been
produced although not all have yet been published. At the rate of
8 VIS per year, which represents the prosent capabilities of the
Intelligence Agencies, it will take about 7 more years to complete
end publish initial Surweys on the JCS high priority areas. In
sddition, there must be acsigned eapabi’ities sufficlent to ensure
adequate collection and raintenance to revise the original Surveys.
The Ad loc Committee which developed the fundamental aspects of the
RIS Program recommended th:t NIS on all areas of high priority should
be completed and placed on a maintenance basis by 30 June 1952, This
dete was concurred in by the Joint Staff and the NSC. The present
rate of production will attain thls objective some 5 years later, or
1957. Perhaps that 1s the best we can do under the circumstances but,
in vliew of the present world situation, this matter deserves serious
consideration at the poliey level,

14: In closing the report of the NIS Program for FY 1950, it is
appropriate to quote a significant para:raph of last year's report
which is still relevant and bears repeatings

¥In emphasizing the defects snd difficulties of the present
situation, the progress alrcady attained should not be overe
looked. A concept, a'plan, and an organization have been
developed which are fundamentally sound and practieable, and
which provide a means for the eventual acquieition, production
and maintenance of adequate basie intellirence to meet the

5 ,E"c?gmn T
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requirements of this govermment, Valuable training,
experience, and understanding have been gained over the
past year, A serles of excellent base maps and pgazetteers
are being produced which will eventually result in world-
wide coverage in these two fields. Many of the defects
noted herein have been dve to unfamilierity with this typs
of production. Increased efficiency of producing components
will inevitably result from more experience and undere
standing of requiremsnts. Moreover, the improvements made
in the field of basic intelligence will be felt throughout
the whole intelligence framework., These factors give
balance and perspsctive to other considerations and should
result in a more complete understanding of the RIS Program
and to the part it can play in the general intelligencs
plan.®

15. In view of the foregoing, we conclude thats

a, The NIS Program provides a ecomprehensive and logical
means for developing the basie intelligenee required by
this government.

b, The over-all organization which has been set up to
implement this program is adequate, There is pressing need
within the Intelligence Agencies of the Armed Forces, however,
to provide full time staffs capable of fulfilling NIS
commitments in an orderly snd continuous manner.

c. The funotioning of this organization is still
imperfect, mainly in coordination and review functions within
the Agenciss, but definite improvement has been noted during
the past year, _

d, The NIS production during FY 1950 has been deficient
in quantity and seriously dsficient in quality,

e, The disparity between produetion requirements and
agency capabllities has bsen adjusted by reducing production
requirements from 15 NIS to 8 NIS per year.

- 9
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£, The serious deficlienciss in quality of RIS contri-
utions are due mainly to inexperiense end incompetence of
working level analysts, and to insffectual coordination and
reviev by chapter and seetion coordinators,

g. The allosation of produetion responsibilities is
generally sound., Some changss in allocation have been made
during the year, and others may be necessary as the progream
develops.

h. The Outline Guide has been found inadequate and has
been completely revised during the current year, except for
Chapter VII which is to be revised shortly. Prineipal
additions to the Outline Guide include Supplement V (Petroleum)
and 5 Speeisl NIS on "™Marine Climate and Oceanography®.

i. Inereasing effort will bs nseded in field collsetion
to 111 the many gaps existing in besic intelligence so far
prodused., In turn, this will necessitate augmentation of
ageney capabilities for the proper maintenanee of published

§. Lack of space for the special GPO unit is ceamsing
delays in printing vhieh will becoms increasingly serious
as full production of NIS is atiained,

k. The base map and gazetteer programs hawe bsen fully
satisfactory during the year,

35X1A9A
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AWNEX T - PROLUCTION REPORT

1, This report considers the NIS Production Program for FY 1950
in four stagees

&, Material in process in the Intelligence Agenciles,

b, Produstion requiremsnts and submiasion of Agensy
approved draft material,

¢. CIA proecessing of Agency approved draft materisl,
d. Publigcation of NIS matsriel.

2, NIS Material in Process in the Intelligence Agencises

a, The NIS material inm process in the Intellirence
Agencles is in varying stages of preparation, coordination,
and reviev, Monthly reports submitted by the producing
agencles show the states of preparation of all NIS material
in process. The attached graph (A), based upon the progress
reporta, shows the total mmber of seetions in procass st
the end of each month, and the mmber of sactions in each of
the following five processing phases:

Fhass 1 - Drafts approximately 1/3 complete,
Fhase 2 = Drafis approximately 2/3 complete,

Fhase 3 = Drafts complete and being reviewed by
produeing conponent,

Phase 4 = In process of revisw and coordination
by Chapter Coordinator.

Phase 5 - Contributions being prepared for
submission to CIA,

The average mumber of ssetions in process for all agencies in
FY 1950 vas approximately 471 sections, which is the approxi-
mate mumbar of ssetions required for the production of the
equivalent of 8 FIS, or one year?s production requiremsnt,
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b. An analysis of the progress reports, however,
disclosed that no progress was made on runy of the
sections after they had been reported in a 1/3, or
better, stage of ecompletion. Following is a tabu-
lation showing, by Agency, the number of sections
reported in the same proces:ing phase for six or more

months:

6 7 8 9 10 11
Months Months Months Months lMonths iionths Totals
State 13 24 38 1 39 21 149
Army 6 9 12 7 7 6 47
Mavy 1 o 0 0 0 0 h
islr Foree l 0 0 0 0 0 1
CIA - Map Branch 0 0 0 0 0 0 0.
CIA - 0S0 2 4 7 0 1 0 14
23 37 Y4 21 47 27 212

6. The appsrent complete stoppege of work on the
considerable nmumber of sections noted abowe can be
attributed generally to the following:

(1) The opening of many nev sections in the
first half of FY 1950 under tle apnroved schedule
for this period, and the subsequent discontinuance
of vork on muny seetions vhen it was tentatively
arreed (NIS Cormittee lMeeting Mo. 4f) that the
FY 1950 schedule would have to be revised downward
from 15 to 8 NIS per year, unless the capabilities
of the Intellirence .gencies ecould be considerably
augmented.

(2) The diversisn of nroduction effort from
regularly scheduled material to partial and 4in
some cases complete revisions of submissions vhieh
had bern found deficient in D/NIS. 'ith speeifie
regard to State, muny of the seetions rcported in
the some phase for long reriods vere held up in
the subrtentive review and firal :rocessing of

<>
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finished first drafts (Phase 3). Improvement
of this situation was noted in recent montha,

3. Produstion Requirements and Submissions of Agency Approved
Draft Material ~

a, The produstion schedule for FY 1950 was formulated
by the NIS Committee in May 1949 and the approved tentative
schedule was issusd on 7 Juns 1949, approximately ocne month
befors the start of FY 1950. This schadule was determined
by Joint Staff requirements in accordanee with agency
‘ecapabilities believed to exist at that time., It provided
for the production of the approximate equivalent of 15 HIS
in FY 1950, which was consonant with ths original long
rangs production plan providing for the production of all
NIS in areas of high priority by June 1952, However, it
soon becere evident that some of the agencles had overe
estimated thelir eapabilities and, further, that the
capabilities of the Armed Forces Intelligence Agencies
would be reduced to an even greater extent by economy cuts.

b. A survey of agency eapabllities resulted in a
decision by the NIS Committee (Mseting No. 48, 15 Nov 49)
which tentatively provided for future NIS schedules to
accomplish approximately the equivalent of 8 NIS per year,
and it was sgreed that the FY 1950 schsdule would be
revised to conform with the nsw production objective,
Revision of the 1950 schedule could not be dons, Lowever,
until the Joint Staff had indicated whether or not there
were any changes in requirements or in the JCS Priority
List, Joint Staff views were requested in a memorandum
dated 1 December 1949, In a reply dated 20 March 1950,
the Director of Central Intelligence was advised that the
Joint Staff econcurred in the curtailment of the NIS Program
from a production of 15 to 8 NIS per year, Submitted with
the Joint Staff reply was a revised list of prioritiss to
guids NIS production. On 18 April 1950 a revised production
schedule was issued covering requirements for the last
quarter of FY 1950,

SEXRET?T
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¢, While NIS Committse action on 15 Nowember 1949
indieated inforxmal approval of production on an 8 NIS
ver year bzsis for FY 1950, the originel 1250 scheduls
providing for 15 NIS per yvear remained as the official
produstion schedule until 18 April 1950, As & conse-
quenes the Intelligence Agencies wers charged with a
total of 3./ defestions ws of 1 April 1950, In order
to show accomplishments sgeinst scheduled requirements,
however, only the official schedules in fores during
the yeay have been considered in ths following tabulation
vhich shows the rslative performanes of ths Intelligsence

Agencies.
g:::iom TS::ﬁons %:giitiona é:?t:g ﬁ:::glg; ?;cgpﬁggjs
e GIR gzlévlzmd I(“geﬁﬂs.gns) ;(iesgggg;;?ta mzz:i?)l ﬁ:«%;m
State 293 107 186 R4 5/12 8 3/4 36.5%
Army 329 170 159 27 5/12 14 1/6 51.6%
Newy 60 40 20 5 313 66.6%
Air Force y1 ] 38 8 3 5/6 3 1/6 82,6%
CIA « Map Br. 54 42 12 41/2 31/2 77.7%
CTA « 0SO 13 1 12 11/12 0 1/12 7.7%
0IA <« 0SI 1 o 1 112 0 (v} 4
796 398 39e 66 1/3 33 1/6 50%

d, Since no schedule based on a production of & NIS
per yoar was lesusd for the entire FY 1950, no records
are aveilasble for a comparative performanes tabulation
on that basis, However, the attached graph (B) shows
the nunmber of sections submitted each month by each
agenoys the average monthly requirements for all
agencies for production of the approximste equivalent of
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8 NIS per year; and the actusl average production per
month of a1l sgencies., It will bs noted, that against
an average nonthly requiremsnt of 4O seetions per nonth,
the agencies actually produced an avsrags of 33 sections
per month, which is the approximate squivalent of 6 1/2
NIS per year. Therefore, quantitative production by the
Agencies during FY 1950 fell approximately 1 1/2 NIS
short of the revised objective, '

L. CIA Procsssing of Agency Apnroved Draft Material

a. The average times of processing NIS materisl from
date of receipt in CIA to date of publication was 7 months
and 13 days for the 216 sections that were published in
FY 1950,

b, Delays in processing NIS material in CIA can be
attributed in the firet inatancs to quslitative inadequacies
of the agency approved material, text and praphies, sube
mitted to CIA,

¢. A second major time lag has occurred in the GPO-
State Services 0ffice. Usually, two to three months have
elapsed betwsen the date pags proofs were approved for
final printing and the date of actual publieation.

d, Delay in D/NIS processing also resulted from
failure of agencies to submit all required copies of text
or graphies, The irregularity occurring most frequently
was the submission of an NIS section with the notiee that
the originals of eertain figures had been sent to Map
Division or Army Map Service and that color proofs would
be delivered directly to D/NIS from ome or the other of
these agencies in a spscified mumber of days, and it was
seldom that the missing material was received in D/NIS
in the time specified. All agencies had been notified
that only complete NIS units would be accspted in D/WIS,
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5, Publications of NIS Material Aprruvsd for Printing by D/RIS

a, The attached graph (C) shows the month by month
publiecation of NIS, and the nonthly backlog of material
in the GPO=Stzte Services Office which had beszn epproved
for finel printing.

b. The average monthly publiestion of RIS during
FY 1950 was anproximately 18 seetions. The average
monthly backlog of NIS material anprovec for final
printing, vhich vas ia GPO=Stats Services Offies, was
52 sectione, At the average production rate maintained
in ¥Y 1950 (18 ssctions) it would takes ebout 3 months
to eliminate the backlog. If the ssctions ars printed
in the order in which final approval for printing is
given to GPO it is obvious that thers will be a continustion
of the 2 to 3 months time lag befors publieation,

¢, Ammexes II and III, vhich follow, deal with ths D/NIS
processing in furthey detsail,
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ARKEX I - EDYTORIAL REPORT

1, During FY 1950 the Editorisl Branch, NIS Divieion, received
from contributors 398 NIS sections, and cleared to Publicaticn Branck
311 smctions, This compared with epproximately 130 ssctions received
and 70 ssctions eleared to Publication Branch in the saven months
between receipt of initial KIS contributions and the end of FY 19.9.

2, The 311 seetions actually processed by the Editorial Branech
during Y 1950 were on 36 irndividual NIS Areas: /O esctions on the

USSR were the largest bloek; pext 3 27 sactions cn 25X1
25X1 19 on| ! and 17 each cn The largest to 25X1
by topic was 17 section 37%s ] in order were 13

section 38%s (Telecommmications) and 11 section 25%s (Towns); thore
were 9 each spection 83's (Air Forces) and seection 36's (Merchant
Marine), Individual sections ranged in sizo from less than 10
marmuseript pages for ssveral to over 1500 mamiseript peges for the
section on Coasts and Landing Beaches for one of the four USSR reglons.
Of the 311 sections ssnt to Publication Branch, Army contiributed 38%,
State 27%, Air Fores 13§, CTA Map Division 11%, Mavy 11%.

-e

3. Incoming and outgom§ flow of material during Fi 1950,
monthly, 18 shoun by graph (D). Seetions cleared to the Publieation
Branch Iincludsd some material receiwed during the preceding fiseal
year, and did not include roughly 50 sections received durling FY 1950
but at the emd of the year not returned from contributor revision, in
various stages of editorial processing, or awaiting processing.
Including 29 sections aweiting contributor re-vorking {(after editorial
vork at least equivalent to average completed processing), the
Editorial Branch completed an averege of approximately 28 sections
per month, This was an average of slightly more than one section per
working day, and approximately 3 sectioms per month per editor on
duty. Editorial complstions in Merch were abnormally high becanes
of moving a mumbsr of sestions previously largely edited but held for
various reasons. Completions for the last six months of FY 1950 gave
e practicel indication of editorial eapability under present conditions
of around 35 sections per month, The comparison of the 1950 incoming
and outgoing flow with a L0eper-month line (graph D) indicates the
considerabls improvement which will be required to meet the projected
FY 1951 schedule of approximately O essetions per month,

- o
@
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4o The basie FY 1950 pattera of NIS contributions is indieated
by the folloving recapitulation of ssetions procsssed by the
Editorial Branchs:

Ssetiona % of
Catspory of Materisl Processed Total

I Requiring only resscnable 105 518
editing and liaison with
contributors

IT Requiring extendsd Editorial 149 L4%
checking plus extanaive
coordination with contributors
and major cunulatiwe delay
{Including 10 esetions awalting
contributor re=working following
initisl editing)

III Returned to contributors as 86 25%
requiring major rew~working, or
requiring an equivalent extent
of joint correetion and
re-voriddng (Including 19 sections
avaiting contributor re-wvorking
following initial editing)

340 1008

5. The distribution of the seme ecategories, in terms of the four
sgencies of primary responsibility and CIA Map Division, wass

Seutions Cetegory

Agency Processed I I 111
Army 138 40 55 40
State 92 a8 39 23
CIA 36 2 12 0
Air Fores 38 g a 9
Ravy 3 ' 8 22 9.
340 105 - 149 86
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6, Of the 311 seetions cleared to the Publiecaticn Branch, less
than 35% vere adequate, with reasonsble editing, to meet first-phass
minirmmum NIS requirements. The relative term "reasonable® does not
imply that seetions in Category I generally met longer-term NIS
quelitative standards in presentation and particularly substance,
The results of Categories II and III proecessing were similsarly
relative in view of the practical limitations on the improvemsnt
possible without seriously delaying NIS produetion,

7. The above qualitative evaluation and proecessing aspects were
generally comparable to FY 1949 experdience, although qualitative
evaluation was somevhat more lenient on the initial contributions
processed during FY 1949. There was inprovement in some types of
material during FY 1950, not only in reducad srrors but in substance
and presentation., This was counter-balanced, however, by at best
nominal improvement in other types of material, particulerly for
Chapter III (Transportation and Telecommmaications), and by qualitative
defielancies in types of material received in quantity for the first
time in FY 1950, notably for Chapters IV (Sociological), V (Politieal),
and VI (Economie). GQualitative category distribution of sections
approved for publication, indicates some improvement in eategory
relationships over the course of FY 1950.

8. As in 1949, deficiencies in material were only nominally
chargeable to contributor unfamiliarity with NIS format and general
content concepts. No ssetions were returned to contributors on the
basis of writing style or failure to conform in detail to ths NIS
outline. No sections were classified in Categories II or III on the
basis of mutusl rearrengement of material, or wben contributors took
the initiative for revision.

9. Continulng expsrience from receipt of the initial NIS
contributions, the 1950 deficiency vhieh was principal, pervasive,
and unacceptably time-consuming for both the Editorial Branch and
contributors, was elementary and essentially careless errors in
text, tabular data, and graphic material. Many of these were
significant. Others were of a type which, while not necescarily
of individual significant nsgnitude, wers cumulatively capable of
Jjeopardizing general oredibility of NIS material. Editorisl
detection of such deficiencies in line<by-line examination, vhich
proved to be the only adequate procedure for the bulk of contributions,
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and ths Editorial Branch and contributor tims consumed in
correction -~ with such time rising in geometrical proportion to
cumlative time-lag after material left the originsl authors --— not
only seriouely delayed over-all movemsni of NIS material to Publi=-
cation Branch but precluded more fundamental improvement in the
substanee and adequaey of the NIS.

10. Another continued deficieney was excessive contributor
reliance on relatively old materiel, much of whieh had previously
been published, Frequently no reference was made to more recently
available issuss of official yearbooks or similar material used as
prineipal sources. There was an evident related tendency to accord
priority to material because it was Mintelligence", even 1f fragmentary
and uncoordinated, without making reasonable and conctructive use of
cormerceial sources such as well-ectablisched trade journals, Appropriate
use of the latter often would have given a more professional level
of treatment to NIS contributions than ones vhich have becn prepared
by non-technical authors. There was limited evidence of information
from World War II experience, Service reports, photography, and
historieal material, With a few and encouracing exceptions, this
wvas particularly noticeable with respeet to photography. There was
a pervasive eontributor tendency to use existing tabular and graphic
material without appropriate adaptation for the NIS. There was &
general predilection to use large and elsborate maps vhich detracted
from graphic value. Chapters IV (Sociological) and V (Politieal)
materinl presented editorial difficulties in obtaining less emotional
phraseology cnd more obiec‘bivity and perspective in presentation.

In certain Chapter III (Transportation snd Telecommnications)
seetions, Editorial Branch has had to guard consictently agoinst a
tendoncy toward too brief and gencralized treatment even when
econsiderable data were available to the contributor.

11. While the Editorial Branch is not sufficiently informed to
determine the factors responsible for defieienciss in contributions,
such factors have been indicated in processing of the material and
working-level conferences with author and eccordinating personnel.
Working-level personnel hawve almost unaninously clited as a prime
factor unrealistie assigned production schedules and insistence on
thelr being met. On the basis of the effective manpouer and the
inherent difficulty in preparing basic intelligence material, the
initial produetion schedules were highly unrealistlc and in any

Approved For Release 2006/01/305/E1&~DB73-04718A000600110032-0



Approved ForBelease 2006/01/10 : CIA-RDP78-04718%#00600110032-0

SECRET

event must havs largely precluded even nomirsl additional research
te incorporate more recent and more comprchensive data. Even so,
Editorial Branch saw many instances where, in terms of total time
invelved in & contribution, a negligible additional amount of time
would have considerebly improved photographic material. There uere
cther Instances where preliminary reference to trade-journals ox
comparable types of available well-orzanized presentations would
actually have saved time and produced better NIS materizl. There
wes indication that, on the one hand, certain material requiring
relatively mature author experience and capabiliiy had been
prepared by eround GS-7 level personnel, without effective subsequént
review., Certain other matexrial appeared, on ithe other hand, to hawe
been prepared by more mature suthors, but not subjected to lower-
echelon detailed examination vhish Editoriazl Braneh was foreed to
perform. Ulhen Editorial Branch found many sisnificant errors in

one sectlion, the originating office sisted that relatively inexperienced
persomnel had vrepared the material. The section, however, had been
forvarded without appropriate additional review provisicns, and
without informing the Tditorisl Braanch of the situation. Genersally
speaking, by more or less recornized default Editorial Branech was
delegated detelled checking and substantive responsibilities of WIS
author and coordinator echelons.

12, Contributor as well as editorial problems were ivereased by
the above circumstances. In many cases the procsess of correcting
errors and deficiencies some time after author completion, involving
identif'ication of and efforts to re-obtain original cource material,
undoubtedly recuired more contributor man-hours than the time
necescary for adequate eriginal preparation. Thece multiple problems.
affected all contributors to varying extents, but converged on the
Editorisl Branch. Experience demonstrated that, even uwith the
Category I contributions, it was necessary for the Editorial Branch
to make line-by-line and item-by-item check of submitted material.

In most cases, significant factuel inconsistencies and errors were

not obvious from the mass of m:uterial concerned, and required at

least summary cross-check with other NIS or other material. Experience
further showed that nesrly comparsble checking was required on
re-submitted Categories II and III1 material., An estimated 400
editorial hours were required to demonstrate the deficiencier which
led the agency concerned to recomuend complete revision of one major
section after the section presumsbly had been once revised, A number
of re-submissions were returned to contributors a second time. It

was consistent editoricl policy 4o avoid the extensive re~uriting of
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materlal which would hawe boen the moxe expaditious means of raising
the qualitative level of material. The alternative procedure of
providing detailed guidance tut not diminishing the responsibility
of the contributors for actually preparing acceptable material wms
more tims-consuming and demending of Editorisl Branch manpower but
was in the long-range interest of fundementsl improvement in basie
intelligence, Within the limitations on time imposed by the
nscessity for getting material into published form, editorisl
psrsonnel not only conferred with contributors on individual ceetions
but partieipated in a series of more generalized conferences with
author and eoordinator persomnel which proved effestive in resolving
detailed problems and concurrvently in developing practical working-
level understanding of NIS concepts.

13. Contributor-ecordinator-Editorial Branch relationship has
been generally good and, in view of the extent and nature of the
problems eited sbove, remarkably so. Although there have been
instances of initial eontributor misunderstanding of necessarily
brief and non-exhaustive editorial comments on submitted material,
there has been general scceptance of this procedure. Various
contributors have recently shown inttiative in developing improve-
ments, notably in obtaining excellent photography for certain NIS
sections.

1. Ineorporating BGN recommsndations has ocontimmed to present
majJor and shifting problems., BGR working-level personnel have shown
willing eooperation in developing practical solutions, however, snd
the problems should not get out of hand. ,

15. GPO aspeets, as channeled through Publication Branch, have
shown graduval improvement. General pressure on Editorial Branch has
resulted in GPO receiving copy deficient in consistency and not as
clean as it should be. On the other hand, GPO proof-reading has
varied conslderably in adequacy, and NIS appearance has suffered
from GPO lack of adaptebility in make-up., In response to eonsistent
pressure, it now appecrs that GPO has adopted procedures whieh
should produee better multi-photograph insert pages.

=23
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ANNEX I1I « FUBLICATION REORY

1, Printing
a, Produstion

During FY 1950, Publication Branch, D/NIS, processed
and forwarded to the printer 287 sections of which 216 sections
were published. This comparsd with L2 secticus processed and
forwarded to the printer betwsen receipt of initial NIS contri=
butions and the end of FY 1949, The flow of material is shomn
on the following table:

Sactions sent Sections
Month to printer published
July 1949 20 3
August 15 6
September 25 15
October 11 11
November 6 17
Dacember paR g
January 1950 36 13
February 9 21
March L 20
April Lo 20
May 36 Lo#
June 18 L%
Total 287 216
Monthly Average 2l 18

#These figures reflect the movement of a large number of
gshort sections released by Rditorial Branch during Marche.

b, Defects

'The backloz at the Stats Service Office/GPO of sections
cleared and aweiting printing increased through April when it
totaled B7 sections. Reduction of this backlog was effected during
May and June with a total of 49 remaining in the backlog at the
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close of the fisecal year., Thls produstion lag occurs mainly
in the collating and binding processes where lack of space and
adequate equipment retard ths production rate.,

Co Qllality

Inadsquacies in half-tons reproduction, page make=up,
table make-up amd figure placement, which were evident abt the start
of the NIS program;, have been largely overcome by educational
conferences and close coopsration bstwesn Publication Branech,

State Service Office/GPO and CIA Services Division., FRditorial
corrections and changees on page proofs have diminished but still
exist as an obstacls to smooth production flow,

2. Preliminary NIS Gazetteers
4, Production

Twenty=two Preliminary N1S5 Gazetteer manugcripts were
received and 20 Preliminary NIS Gazetteers were published during
FY 1950, The production rate averaged 12,250 names proceased per
month. This exceeded the anticipated production rate by 2,250
names per month, Contributor defectiona made 1t possible to proceed
on the pgazetteer program with a minimum of conflict with manuscript
gditing, This would not have been possible if the original NIS
Production Schedule for FY 1950 had besn maintained for the
gazetteer schedule was secondary to the demands of manuseript
aditing, This advance in the jazetteer schedule places the Board
on Geograjhic Names in a better position for name processing
during FY 1991,

Production of Preliminary NIS Gazetteors
Nate Manuscript Date

Arsa No, of Namen Received Published
26 USSR Part III 20,000 FY 15L9 Septembar
17,500 FY 1949 Maly
13,300 August October
7,150 August QOetober
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‘Production of Preliwivary NIS Gazettecrs (Cont.)
Date Manuseript Date

Area No, of Names Received Publishec
6,250 August September
59200 September Novembeyr
2,100 September Octobexr
1,500 October November
L350 October November
54800 October January
64700 November Janvary
35320 November January
9,850 December February
54550 Januvary March
115500 January February
3,700 February Harch

11,350 February Hay
8,050 March Juns
64920 March June
3,10 March May

11,580 April
L ’ 940 ¥ay
6,800 May

19,100 June

bo Areal coverage

The attached map shows Area
NIS Gazetteers for FY 1949 and FY 1950,

¢, Quality

The coverage by the name listi
requirements of contributors and the volume
improvement in the quality of reproduction.

1 coverage by Preliminary

nzs has met the major
8 have shown continuing

falz‘;
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3 Standard NIS Base Maps
a, Production

Twenty=-elght of the 32 NIS Standard Base lMaps and 22
of the 28 NIS Page Size Base Maps scheduled for FY 1950 were
publishad, Although these were not published on the dates scheduled,
contributor requiremente in genersl were met, This was dus to
econtributor defections in the maintsnance of the NIS Production
Scheduls for FY 1950, The production rate was approximately 2.3
base maps per month, Requirements for name editing on NIS Base Maps
were mot and nams editling om 20 WIS Base Maps was comploted at a
production rate of 1,6 base raps per month,

Praduction of Standard NIS Base Maps

Distribution Data

NIS # Title Standard Size Page Size
28 July 1949 Not Sched.
27 Sept. 1949 Not Sched.
27 Sept. 1949 FY 1949
29 Sept. 1349 - 16 Aug. 1949
29 Sept. 1949 FY 1949
17 Oot. 1949 16 Aug. 1949
17 Octe 1949 11 July 1949
2 Octo, 1949 16 Auge. 1943
18 Nov. 1949 12 Dacs 1949
18 Nov. 1949 FY 1945
25 Nov. 19L9 16 Sept. 1949
28 Deg. ITH9 20 Octe 1949
5 Jane 1950 27 Febs 1950
16 Jan. 1950 20 Octo. 1949
16 Jane 1950 . 16 Jan, 1950
16 Jan., 1950 12 Dec. 1949
16 Jan, 1950 16 Aug. 1949
2y Jan. 1950 2l Jan. 1950
15 Feb. 1950 12 Dec. 1949
15 Feb, 1950 18 Nov. 1949
12 May 1950 Not Sched.
6 June 1950 24 Jan, 1950
29 June 1950 16 Jane 1950
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Production of Standard NIS Base Maps (Cont.)

¥IS 4 Title

2 Poland

20 Albanis

2 Bulgaria

18 Czechoslavakisa

bocause of pressure of time and lack of qualified personnel,.

b. Arsal Coverage

standard Slze

In distributlion

In distribution
In distribution
In distribution
In distribution
Incomplete

Pags Size

Ll Apr. 1950
Not Sched.

In distribution
In distritution
27 Jan. 1550

In distribution

The attached map shows Areal coverage by NIS Base Maps
for FY 1949 and FY 1950,

Ca Quality

The techniques (separation plates on plastic, non=
photographic inks, ete. ) developed to adapt the NIS Standard Base
Maps to the wide varisty of requirements of NIS contributors have
been most successful and the selsction of basic gsographic data
have generally baeen adequate for the majority of users.

de Additional requiremsnts

The preparation of a terrain plate (shaded relief) to
complete the Standard NIS Base Map requirements was not initlated

This

basic topographic information is essential to give complete graphic
presentation of auch data as transportation, military regions,
metgorological stations, availability amd sources of materdals,

The addition of this terrein plate will, therefore, greatly enhance
the valus of the final NIS mapa which are constructed on the NIS
standard base maps.

beo

Graphic Material

o Submission

Frequently, submissions of graphics by contributors have
been incomplete and have caused a delay of from one to three weeks
psr section in the processing by the Publication Branch, B/NIS.
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This waa due in large perit to the production lag in coler proofing
and in durossal printing,

bo Production and Quality

Of the grephic material submitted during FY 1950,
that included in 108 sections reguired extensive corrections or
complete redrafting; LS seotions required special treatment and
gsubstantive corrections, and 96 sections were sulitable for
normal processing. The primary cause for the poor quality or

_inadequacy of material is beldewed to be due to the lack of
professional cartogrephic persommel in contributing agencles.
Another factor is the lack of thoroughness in checking and review

procedures in originating offices,

Qualitative adequacy of graphic materlal processed by
Publication Branch, D/NIS during FY 1950 is shown (by ssctions) in
the followin; table:

Catagory Category Category
2 3

1
State 61 L L
Army 27 5 57
Navy 3 0 17
CIA 4] 36 0
Air Force 5 0 30
Total 96 ks 108

. Catagory 1 = Normel processing including minor corrections,
Category 2 « Speoial problems, including substentive corrsctions,
Catagory 3 = Major correotions, including redrafting.

c. Adequacy of Coverage

Graphic coverage varied throughout the NIS with continuing
daficiencien noted in many sections, Major deficiencles noted:

(1) The inadequacy of photographic covermge, both in
quality and in subject matter, is marked, '

(2) Beach maps submlitted to date for Section 22,
“Coaats and Landing Beaches", have not been up to NIS

=2
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standards and requirements bascause of the fact that
available published maps (usually aeronautical charts
at a scale of 1:500,0C0) are utilized as the bases
upon which pertinent coastal inforwatlion is drafted.

To cobtain beach maps to present NIS material adequately,

it is essential that specially prepared base maps be
drafted, 'Thess bases should be 2t an approximate scale
of 1:500,000, designed for reduction to NIS page
height, and to portray the following basic information:

(a) Coverage of aprroximately 200 miles of coast=
lins, extending 50 miles inland,

(b) Detailed and accurate coastline with all coastal
urban areasj porls being clasgified according to the
categories of principal, secondary, and minor.

(e) Selseted inlend cities and transportation routes
(d) Contour lines

Utilizing these specially prepared bases, pertinent beach
and landing information may be construoted in the form
of overlays and thus make bases avallable for other uses
and for swift and economic revisions asa anticipated under
the malntenance progran.

5. Name editing

a; Production

Tﬁe Board on Geographlic Names edited geographlic names

on a total of 358 sections during FY 1950,

Yonth
July
Aug,

Sept,
Octo

o, of Figures

No., of Pages
(maps and photos.)

No. of Seotions
(including tables)

be. Sgpplements

37 2,071 349
25 3,952 753
h2 2,523 512
21 2,186 326
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No, of Seetions No. of Pages Ho. of Figures
Month or Suvplements (ineluding tables) {maps and photos.)
Nov. 38 2,055 246
Dsc., 8 1,027 229
Jan, 3. 2,024 243
Fab, 16 758 110
Mar, 30 25422 Fakh]
Apr. 23 1,467 238
May 26 2,972 723
Jurm 52 Ly24b 780
Totals: _358 27,703 49920
Average per month: 29.8 2,308 410

b. Contimuing requirements

Close scheduling checked by weelly conferences bestween
D/NIS and BGN remain necessary to cnsure coordination of the flow
of textual material with that of the Editorial Branch end to
pernit use of name cards for the preliminary NIS Gazetteers, for
preliminary name lists from contributors, and for RIS base map
requiremsnts, Problems of interpretation and practical applisation
are discussed and cleared at these weekly meetings.
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NIS MATERIAL IN PROCESS IN THE AGENCIES

Sections ' Graph A
600

RN EE NN

— v — . ——— — — ——— i = e |= = Number of Sections Required
] to Produce the Approximate
....... Equivalent of 8 NIS per year.

400

300

100

July Aug Sept Oct Nov Dec Jan Feb Mar April May June
1949 1950
Legend

N prose s Contributions being prepared for submission to CIA.

i Phase 4. In process of review and coordination by the Chapter Coordinator.

wm Phase 3. Draft complete and in process of substantive review by producing component.
Phase 2. Draft approximately 2/3 complete.
Phase 1. Draft approximately 1/3 complete.
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AGENCY SUBMISSIONS OF NIS SECTIONS TO CIA

Graph B
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— « Average Monthly Requirement for
Production of the Approximate
Equivalent of 8 NIS per year.

o = Average Monthly Submissions to
ClA in F.Y. 1950
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1950

Sept Oct Nov

Legend

- Department of State

Department of the Army
W Department of the Navy

Department of the Air Force
ClA—Map Division
CIA-0SO

Approved For Release 2006/8!‘__!/ RI_:;I_CIA-RDP78-04718A000600110032-0



Approved For Release 2006/G¥ARETIA-RDP78-04718A000600110032-0

MONTHLY PUBLICATION OF NIS, AND BACKLOG OF
FULLY PROCESSED MATERIAL APPROVED
FOR FINAL PRINTING
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EDITORIAL BRANCH PROCESSING OF NIS MATERIAL
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